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THE WHITE HOUSE

WASHINGTON

25X1A . - MINT
Nac TOP SECRE’?/I jcoMT ; November 5, 1971

MEMORANDUM FOR:

NSC REVIEW Ehe Secretary of State
COMPLETED The Secretary o? the Treasury
The Secretary of Defense
The Attorney General
The Director of Central Intelligence
OGC Has Reviewed The Director, Office of Science and Technology
' The Chairman, Joint Chiefs of Staff
The Chairman, President's Foreign Intelligence
Advisory Board
The Chairman, Atomic Energy Commission

SUBJECT : Organization and Management of the U.S.
Foreign Intelligence Community

I have recently reviewed and accepted recommendations on
ways in which to improve the functioning of the intelligence
community. ‘'This memorandum establishes a set of goals and
directs organizational and management changes to attain them.

It also expresses my concern about major resource management
and substantive production problems as guidance to the community
for further changes in the future.

The need for an: improved intelligence product and for
greater efficiency in the use of resources allocated to
intelligence is urgent. Resources available for use by the
intelligence community will be increasingly constrained and
may have to be reduced. At the same time the product of the
intelligence community will be of increasing importance to
U.S. security and national interests as:

-~ the relative strength of Soviet and other potential
military forces grows with respect to those of the
U.S. where previously U.S. superiority was unguestioned;
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-- the international environment grows more complex;
and financial, commercial and economic factors
assume greater significance;

—- the need for timely intelligence becomes greater.

I. Objectives

-Among  the major objectives that must be attained if the
efficiengy and effectiveness of the intelligence community
are to increase substantially are:

The responsiveness of the U.S. intelligénce effort
with respect to national requirements must be subject
to continuing review. »

Authoritative and responsible leadership for the
community as a whole must be assured.

A more efficient use of resources by the community
in the collection of intelligence information must
be achieved. Utilization of the means available
must be in consonance with approved requirements of
U.S. security and national interests.

Assignment of intelligence functions within the
cormmunity must be reviewed and revised to eliminate
inefficient, unnecessary or outmoded activities.

|
The quality, scope and timeliness of the community'’s
product must be improved.

The provision of intelligence and its utilization must
enhance the formulation of the foreign, military and
economic policies of the U.S. Government and the
planning for and conduct of military operations by
U.S. forces.

II. The Necessary Conditions

A number of SpelelC conditions are necessary to the
achievement of these objectlves.
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—— The Director of Central Intelligence (DCI) must
delegate direct authority to the Deputy Director of
Central Intelligence (as far as is possible without
legislation) for the plans, programs, and day-to-day
operations of the CIA, and must assume overall '
leadership of the community.

More effective review of intelligence product quality
and policy must be provided to the DCI, especially
by high~level consumers of substantive national
°*intelligence.

Major issues within the intelligence community must
be addressed in such a way that the DCI plays a

major role in their resolution. The DCI must have

an increased and restructured personal staff to allow
him to discharge his augmented responsibilities.

The DCI should be supported by two major committees

of the intelligence community, each of which he .
chairs, with clearly defined advisory functions
embracing his responsibilities related to intelligence
production and requirements on the one hand and to
intelligence budget and allocation of resources on

the other. ’ ’

Intelligence collection programs, largely financed
and managed by the Department of Defense, must come
under more effective management and coordination
with other intelligence programs.

The NSCIDs and DCIDs must be rewritten to reflect
the changés directed herein and others as they occur,

particularly to reflect reassignment of functions.

Measures Decided Upbn

After careful consideration, I have decided that the
measures listed below are to be taken now to move toward
‘attainment of the stated objectives. They are designed
primarily to: (1) enhance the authority and capability of
the DCI to provide the required community leadership, (2)
provide review and guidance regarding the substantive intelli-
gence product, and (3) more effectively restructure intell-
igence activities. ' '
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—— I am directing the Director of Central Intelligence
to assumec leadership of the community in planning,
reviewing, coordinating, and evaluating all intelli-
gence programs and activities, and in the production
of national intelligence. I shall look to him to
improve the performance of the community, to provide
his judgments on the efficiency and effectiveness of
all intelligence programs and activities (including
tactical intelligence), and to recommend the appropriate
allocation of resources to be devoted to intelligence.

B

He will thus assume four major responsibilities:

Planning and reviewing all intelligence activities
and the allocation of all intelligence resources.

Producing national intelligence required by the
President and other national consumers.

Chairing and staffing all intelligence community
advisory boards or committees.

Reconciling intelligence reguirements and priorities
within budgetary constraints.

So that he can effectively undertake this community
leadership role, I am requesting the DCI to submit to me
within 30 days his plan for the appropriate delegation of his
current operational responsibilities and for increased staff
support for this new role. ’ ‘

-- I am directing the Director of Central Intelligence
to prepare and submit each year, through OMB, a
consolidated intelligence program budget, including
tactical intelligence. All information required
from all departments'and agencies of the Executive
Branch is to be made available to him in order that.
he may provide me with an annual detailed review of
the needs and performance of the intelligence community.,|

I am creating an Intelligence Resources Advisory

Committee, chaired by the Director of Central
Intelligence, including as members a senior
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NSC . . . representative from the Department of Defense, the
Department of State, the Office of Management and
Budget, and the Central Intelligence Agency. This
committee is to advise the DCI on the preparation
of the intelligence budget and the allocation of
resources among programs, ensuring that they are
employed in accordance with approved requirements
and that there is no unwarranted duplication.

I am also directing that the USIB be reconstituted
under the chairmanship of the DCI including as
members the Deputy Director of Central Intelligence
(Vice Chairman); Director of Bureau of Intelligence
and Research (INR), State Department; Director of
National Security Agency (NSA); Director of the
Defense Intelligence Agency (DIA) and representatives
oZ the Secretary of the Treasury and of the Director
of the Federal Bureau of Investigation and the Atomic
Energy Commission (AEC). The USIB will advise and
assist the DCI with respect to the production of
national intelligence requirements and priorities,
the supervision of the dissemination and security

of intelligence material, and the protection of
intelligence sources and methods.

I am authorizing the DCI to call upon all depart-
ments and agencies of the Executive Branch of the
Government to provide requisite information to these
two committees and to invite additional participation
in their deliberations as may be required in his
judgment.

I am also establishing a National Security Council
Intelligence Committee (NSCIC). 1Its members will
be the Attorney General, the Director of Central
Intelligence, the Under Secretary of State, the
Deputy Secretary of Defense, the Chairman of the
Joint Chiefs of Staff, and the Assistant to the
President for National Security Affairs, who will
¢hair the committee. It will give direction and
guidance on national substantive intelligence needs
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and provide for a continuing evaluation of intelli-~
gence products from the viewpoint of the intelli-
gence consumer.

As a related matter, I am directing that a Net
Assessment Group be created within the National
Security Council Staff. The group will be headed
by a senior staff member and will be respcnsible
for reviewing and evaluating all intelligence
ploducts and for producing net assessments of

U.S. capabilities vis-a-vis those of foreign
governments constituting a threat to U.S. security.

I am dlrecblng the Department of Defense to issue
such directives as are required to establish no
later than January 1, 1972:

A unified National Cryptologic Command under
Director, NSAiﬁor the conduct of USG communica-
tions intelligence and electronics intelligence
activities;7

A single Office of Defense Investigations.

A consolidated Defense Map Agency by combining
the three Service mapping organizations under
arrangements that permit optimum efficiency

and economy in production without impairing
legitimate requirements of the separate Services.

The retention of the DIA to be fully responsive
to tasking by the Joint Chiefs of Staff in
matters involving essential intelligence support
for military planning and operations.

I am directing staffs of the NSC, DCI and OMB, in
consultation and coordination with the President's
Foreign Intelligence Advisory Board to make ap-
propriate revisions not later than December 1, 1971
to the NSCID's and other directives as needed to
implement the provisions of this memorandum,
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Iv. Remaining Problems

The changes I have directed at this time are limited,
but I fully expect further changes in the intelligence community
consistent with maximum practicable attainment of my objectives.

By far the largest portion of the intelligence budget
is devoted to collection. It is here that savings must be
sought. Future assignments of roles and missions within the
intelligence community cannot be made satisfactorily by com—
promises among agencies.

The need to make some savings is so urgent that I have
directed the Office of Management and Budget, jointly with
the DCI and Secretary of Defense, to review the FY 1973 budget
for intelligence and to submit specific reductions from
current programs, with particular attention to tactical
intelligence.

Significant improvement in the intelligence product is
also needed. The NSCIC will afford improved guidance regarding
consumer needs. Other changes in the consumer—-producer rela-
tionship may be needed to achieve a more effective reconcilia-
tion of the demands from consumers with the limited resources
available for intelligence production. It seems desirable
in this connection, that resources devoted to analysis and
- production should increase and that a determined effort be
made to upgrade analysis personnel and analysis methods.

More rewarding careers for intelligence analysts, including
the opportunity to reach high salary levels while remaining
analysts, should be considered. An early task of the DCI
should be the preparation of a comprehensive program focused
upon improving the intelligence process and product.

cc: Director, Office of Management and Budget
Assistant to the President for National Security Affairg5x1

TOPR SECRET/! [COMINT

Approved For Release 2004/04/19 : CIA-RDP80B01086A000900200004-8




l

o

<k -
o e e el

Approv‘e(‘r Release 2004704/79 - CIA- RDPSOB.86A000900200004 8 | /f 75

AMESGEANDIM FO

Urganization and Mamagement of the
Y. 3. Forsign Intelligence Commudity

The Prasident’s Mamozandam of 3 Novembery 1971

in refersnt mermerasgum yoa rozuested that I submit i you
within thirty days slaas for the appropriaie delegziion of my carrsat
aathoyity foy the management of the Cantral inteliigsacs Ageacy and
for increasad =taff support in my new rols as sutlined ia that
mgInorandsm.

{ attach hereto & copy of the xind of delegation of authority
to tha Daputy Uirsctor of Central Intelligeace whish would sgem to
be in keapiag witk yoar dirsctive. whea General Cushmman's \
replacement is sufficisntly indactrinated, 1 will sipn such a paper i
for him., You are sf courss familiar with the conceras Senator Sieanis
Bagz avout thisz deiegat:on. The action vests in the i}#f}ut‘j Dizzetor
oi Cantral lateiligancs all of the authoritias necsesary {oT managing
amd directing the plans, srograms, and day-io-day oparations of the
Ceniral Iatelligencs Ageacy, |

{ armn ales submitiing hezewith & teatative organization chari,
sefting forth our thoaghts about how to orgaaizs for tha aew rele you
bave given ms. [ will plan 19 build or the small staif «a%‘xi*‘fﬂ herstoiore
has brea helping s with various iatelligence vommunily zesponsibililies
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and which will form the nucleus for the expanded structure. As
you will seas ifroam the chart, Iam planaing to s2t up & ztaff the
slemeanta of which will be focnaad on tha zeveral shieetives and
tasks putlined in referent memorandam, aloag the following lLines.
A commaaity comptrolles's offics will be establizhed, supportad
Ly 2 stafl which will maintain year-round contact with the manage-
ma2atl of tae various programs which comprise the U, 5. inteliigence
afiort. This office will agsist me in drawing up the consolidated
int2iligencs program budget and will provida tha essendial ~iaff
support for ize Intelligencs Resourcas Advisory Coiamittze. This
office will perform all the nsual functions of pianaing, programming
and budgeting for the over-all program. Anosther sectioa, which
will worx very closely with the comptroller's office, will be
concerned wilh planniag and program svaluation £0 assist in reaching
decizions on the optimum maksup of cur forsign intellig=nce program
and in looking akead to future nseds. This wiil include an element
which will reenitor and evaluate the community's ressarch and
development program to inzure that it is sroperly foeused and in
supzort of the objzctives of the total intelligsnce effort. In this
‘section I would 2xpect to have performed the desailed analysis and
svaluation of programs {rom which io makes decisions on the moest
zifective combinations 10 produce ths int2iligence reguired. Tha
third componsat of the =2aff will serve the dual fanction of acting as
the coniact point for the evaluations of the commumity product
sternming {rorm the National Security Council Inteilizence Commiltes
d the Pet Aesesamenl Group, and examining ways and means to
cemmanity’s production capability. Through this
woald expact not paly to moniior communily performance
zaspect o individual intelligence tasis, but 21s0 40 exarmine
; their zroczdures
inproved. In all this, Ine gusent.ai goal + U
prove the quaiily, szgope and timeliness of the connunityts
ih#s2, togelther with the expanded Unifed States Intsiligence
i its imporiant subcsmmitiees, should provids the structura

k3

«scharge my broadensd commmunity responsibilities.

2

Sy
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drawn {rom the Central Intelligence SHgenCy, irom varicus slsments
in the oamonunity and, in a few cases, {rom ths outzid

R.zhard Helms

Attachments

¢g: Director,
Sifice of Management 3nd Budget
Chairman,
Prasxdan&’s Foreign Intelligence Advisory Doard

NIPE:BT:dm{3 December 1971}
Distribution:
Original - The President
1- D/OMB
- C/PFIAB
- DCI
DDCI
ExDirComp.
IR
NIPZ/subject
NIPE/chrono

3
Approved For Release 2004/04/19 : CIA-RDP80B01086A000900200004-8




{

Approve d.r Release 2004/0 ﬁ%&%‘:}E_BDPSOB'6A000900200004-8 | i s

e LS

1

MAMORANDUL FUR:

I heraby deiggals o the Dapuly Liredio
izteilizancy all anthoridties veslad in me by law a¥ @
=y pesition as Dipector of Cenirval Intellijecss snd haad of e
~ontral Inteilizsase Ageney, oxcepd for any anthorities ibs
zoation of whish is orabibited by law.

=3

ruc IR TN T Y e -
Righzed BHelong
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Of.fic':‘% of the White I—xouse Press Secretary
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THE WHITE HOUSE

The White House annourfc:ed today that the President has directed a number of
management steps to 1'1n‘prove the efficiency and effectiveness of the U.S. foreign

intelligence community.:

I

The President's objech}\f(es are to ensure:

Continuing r¢

Liew of the responsiveness of the U.S. intelligence

effort to na.ﬁ‘onai needs.

Strengthened

More efficie
information,’

L e

's_..

~~ Elimination
Improvemen
information.:

The improvements dire
conducted at his direct}
and the Office of Manag

President's Foreign In :Q:lligence Advisory Board {PFLAB),
L

Advisor, and the Intell

The major management

"“*"‘“‘0—“"

leadership for the community as a whole,

t use of resources in the collection of intelligence

f legs efficient or outmoded activities.

in the quality, scope and timeliness ofintelligence

\ted by the President follow an  exhaustive study

n by the staifs of the National Security Council (NSC)
sment and Budget (OMB) with contributions from the

the President's Science
rence cormumunity. :

Hdmprovements includes

An enhanced leadership role for the Director of Central Intelligence

intelligence F

inte I.li_gence.l ‘
iy
Es tabliehx‘ne’hf

{DCI) in planging, reviewing, coordinating, and evaluating all

rograms and activities, and in the production of national

t of 2 National Security Council Intelligence Committee,

chaired by tfgg Apsistant to the President for National Security Affairs,
ts memberd. will include the Attorney General, the DCJI, the Under
Secretary of State, the Deputy Secretary of Defense, and the Chairman

of the Joint Ch
ational intelligence needs and provide for a continuing

guidance on

iefs of Staff. The Committce will give direction and

evaluation o uxtelligence products from the viewpoint of the intelligence

uger,

Eatablishme) s

-

t of a Net Asscss'nent Group within the National Security

Council Staff,

The group will be headed by a senior staff member

and will be i,sponsible for reviewing and evaluating all intelligence

products an
I
Y atabli ahme'rg

[ .
‘for producing net assessments,

t of an Intellizence Resources Advisory Committee, chaired

by the DCI, 'chludmg as members a senior representative from the
Department of State, the Department of Defense, the Office of Manage-

ment and Bud

program bu

iget, and the Central Intelligence Agency. This Committee

ct.

will advise ﬂ%e DCI on the preparation of a congolidated intelligence

|
|

N
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-~ Reconscituti‘oln of the United States Intellipence Board chaired by the
DCI, includ;x}g as members the Deputy Director of Central Intelligence
{(Vice Chairhlan); Director of Bureau of Intelligence and Research,
State Depa:’;gcnt; Diroctor of National Security Agency, Director of
the Dcfense:xvntelligence Agency; representatives of the Secretary of
the Treasury and of the Director of the Foderal Bureau of Investigation
and the Ator&%'ic Energy Commission. The Board will advise and

assist the DCI with respect to the production of national intelligence,
the est_abl‘isf".znsnt of national intelligonce requirements and prlorities,
the supervision of the dissemination and security of intelligence
material, and the protection of intelllgence sources and methods.

The President has als%) directed certain changes in the Department of Defense's
intelligence organizatjon. ’

A National Cryptologic |Command will be set up under the Director of the National
Security Agency. Under this command will be consolidated activities now carried
out by separate agenci ls. A further change is the consolidation of all Department
of Defense personnel gecurity investigations into a single Office of Defense
Invesotigations. The E; esident has also directed that a Defense Map Agency be
created by combining the now separate mapping, charting and geodetic :
organizations of the njilitary services in order to achieve maximum efficiency
and econamy in production. '

!
|
i
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